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HOW TO INCREASE YOUR PERSONAL EFFECTIVENESS
"What will be, will be.” We use dozens of expressions 
such as that, which imply that outside forces—good 
luck, bad luck, a good environment, a poor environ­
ment, good genes, bad genes—rather than our own 
efforts, really control our destinies. If we can accept 
that our responses are more significant than exter­
nal forces themselves, however, then we can con­
sider going about the business of increasing our 
personal effectiveness.
Managing our personal effectiveness is just that— 
personal. Rarely does the knowledge needed come 
from a single source. If a firm is going to be organi­
zationally effective, though, the people who work in 
it must be personally effective. Let’s look at some 
ways this can be achieved.
The first step is to set some goals. This is vital 
because we must decide
□ What we want to be effective at doing.
□ How we are going to gain that effectiveness.
The goals must be specific, written down, attaina­
ble, challenging, measurable, compatible, and 
related to daily activities. Our goals will pull us to 
where we want to be if they are personal, affirmed, 
visualized, communicated, internalized, and ener­
gized. Goal setting works well in the area of personal 
effectiveness because goals are personal in nature. 
In an organization, this means that personal goals 
and objectives must have commonality with organi­
zational ones so that all firm members can accept 
and work toward them.
Generally speaking, managing personal effec­
tiveness involves four areas: personal effort, per­
sonal characteristics, personal skills, and personal 
knowledge. Effort is listed first because it is the 
parent of action. The other assets are necessary but 
valueless without action.
Being action oriented is as much a state of mind as 
anything else. Experience and teaching can sow the 
seed, and it can become a habit that can be further 
developed and fine tuned. The lower the individual’s 
energy level, however, usually the less the individ­
ual’s capacity for action.
In a society that is virtually obsessed with being 
right, we tend toward inaction simply to keep from 
being wrong. There is only one way to overcome 
procrastination, though, and that is to do something 
even at the risk of its being wrong. There may be an 
occasional time and place for being 100 percent 
right, but these are so few and far between that they 
evade most of us. Most of the time, an enthusiastic, 
conscientious best effort will carry the day.
One of our society’s favorite concepts is that 
nothing is impossible. Because of this obsession 
with doing the impossible, the word try has been 
distorted to the extent that it means very little. Try, 
at one time, meant honest attempt. Today, it tends to 
mean vague excuse. The word and effort that ought 
to be substituted is persistence.
Circumstances change over time. With the contin­
uous application of honest, creative effort, man has 
mastered flight, walked on the moon, split the atom, 
and done thousands of things that were once clearly 
impossible. In effect, persistence is clearly the agent 
that changes circumstances. Personal effectiveness 
is doing the possible now and persistently making 
the impossible achievable.
A great amount of personal ineffectiveness is 
blamed on lack of choice, when the truth is that we 
often view alternatives as unacceptable when, in
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fact, they may just be disagreeable. By being aware 
that we do have a choice and by affirming this con­
stantly, we will make our creativity generate new 
options and alternatives.
Knowledge is part of the list of ingredients that 
produces power in the form of personal effec­
tiveness. There are no shortcuts to gaining or find­
ing the necessary knowledge. Following a few 
simple rules can help, though.
The first rule is to take full advantage of every 
opportunity to gather knowledge. The second rule is 
that the focus should be on the right type of knowl­
edge. Just gathering knowledge for the sake of it can 
be counterproductive. In addition, we are going to 
need to spend time gathering the right type of 
knowledge as long as we expect to be personally 
effective.
Personal characteristics make it possible for us to 
apply effort, knowledge, and skills to the end that we 
may be effective. These personal characteristics 
come from genetic imprinting and environment, 
and can be sharpened by decisions, dedication, and 
discipline.
What skills we need and how good these skills 
need to be are open to considerable debate. A mini­
mal list of essential personal skills would contain at 
least ten entries. Lets arbitrarily select just two of 
these skills for a closer look.
How to use time effectively
To use time effectively, we have to manage ourselves, 
those around us, our physical environments, the 
timing of events, and the setting of goals and objec­
tives. We must plan what to do and what not to do— 
both in our personal lives and at our places of work. 
We must be able to find what we want when it is 
needed and establish a flow to get the right things 
done at the right time.
We can increase productivity by eliminating 
major time wasters, such as excessive telephone 
calls, interruptions, and meetings. We must dele­
gate responsibilities and, most importantly, we 
must not procrastinate. We must make decisions.
Some prime concepts in effective time use are 
quick starts, follow up and finish up, go with the 
flow, measure twice—saw once, build bridges in 
advance, use twofer time, tell it clear—listen with 
care, learn to say no, and oil the machinery.
Effective time utilization is as much a state of 
mind as anything else. It starts with the thought 
process, and really amounts to thoughts turned into 
action. The essence of time and its relationship to 
productivity can be measured in ten two-letter 
words: IF IT IS TO BE, IT IS UP TO ME.
How to make effective decisions
The basic objective of all decision making is max­
imum progress with minimum risk. Anxiety, frus­
tration, and perfectionism are the biggest obstacles 
to decision making. All indicate fear. The question 
thus becomes, how do we overcome fear?
First, we have to recognize that there can be no 
progress without making decisions. Additionally, 
we must understand the possible outcome of a deci­
sion, that is, that we will achieve our objectives with 
no loss or with some loss, or that we will fail to reach 
the objective with no loss or with great loss. While 
there is an infinite number of variations, the out­
come of any decision will fall somewhere in these 
areas.
Next, we should determine the overall goals and 
objectives, which specific problems or oppor­
tunities are presented, what information we have, 
and how valid that information is. Finally, we must 
determine how we will get the maximum progress 
with the minimum risk, who will make a particular 
decision, and when it should be made. We must also 
recognize the impact of factors such as legal 
implications, company policies and commitments, 
and union contracts, while ensuring that time, cap­
ital, and manpower are available.
There is no single formula for increasing personal 
effectiveness. We can only assess what we have and 
build on it: Adjust personal characteristics, exam­
ine and sharpen personal skills, index and increase 
personal knowledge, and measure and apply per­
sonal effort.
—by Dan Bellus 
The Professional Development Institute 
12176 Collado Road
San Diego, CA 92128
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A CPA's Guide to Informed Office 
Space Decisions
Office occupancy costs are typically an accounting 
firm’s second or third largest partnership expense. 
The fact that office space decisions are normally 
made only once every three to ten years, when the 
lease expires, increases the difficulty of making 
really knowledgeable choices. The problem is fur­
ther compounded by the need for the partners to 
reach consensus on a topic that can often be as 
emotional as buying one's house.
Many firms do approach their office space deci­
sions as if they were buying a house. They guess how 
much space they want, how 
much they can afford to 
spend in monthly rent, and 
generally where they 
would like to be located. 
They then engage a real 
estate broker, frequently 
not realizing that he or she 
usually represents the 
landlord, to show them 
what’s available. Finally, 
they find themselves nego­
tiating with a landlord who 
bargains with prospective 
tenants every day.
There is a better way. 
Truly informed real estate 
decisions require a sys­
tems approach—one that 
comprises a sequence of 
distinct steps. While the 
steps are always the same, 
the amount that needs to 
be done in each step 
depends on how much 
business space is in­
volved. The larger the 
space, the more money 
that can be saved and the 
greater the effort that can 
be justified to achieve 
minimum rental costs.
Business Space Re­
sources Ltd. (BSR), a Seattle, Washington, firm 
which specializes in representing and negotiating 
for tenants, has researched how various-size Seattle 
accounting firms make their office space decisions. 
The firms are categorized as national, with more 
than ten local partners, or local, ranging from small 
(two to four partners), to medium (six to eight part­
ners), to large (more than ten partners). The results 
are summarized in the accompanying table.
As you might expect, the larger the firm, the more 
formalized and detailed each step becomes. This 
reflects the amount of partner time that can be 
justified, relative to what can be achieved in terms 
of occupancy savings. For example, the equivalent 
of a $1/sq.ft./year reduction in rent over a three-year 
lease on the 2,500 square feet that a small local firm 
might occupy is worth $7,500, while for a 25,000- 
square-foot ten-year lease that a national firm might 
be negotiating, it is $250,000.
Let's look at each step of the process and consider 
the amount of detail involved to reach an informed 
real estate decision as a function of firm size. Com­
mon to all situations, however, is the need for the 
partners to build consensus and clearly establish 
the responsibility for each step at the outset, 
whether they chose to handle the entire process 
themselves or to hire a consultant as a facilitator.
We should mention that in choosing such a facili­
tator, the steps are the same as when a client 
engages an accounting firm: asking for qualifica­
tions; interviewing those who would actually be 
involved and clarifying their experience; checking 
references; and understanding the fee structure. We
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might also suggest that, before signing a contract, 
you work initially on an ad hoc hourly basis until 
you feel comfortable with the consultant.
Make space needs part of business planning
The larger the firm, the greater the need for a long- 
range business plan that includes a forecast of office 
space needs to show when and how they will be met. 
Small firms seem to feel their way along, perhaps 
providing room to add an extra person over the 
lease term which tends to be shorter to allow for 
uncertainties. The largest firms have formalized 
business plans which include space projections 
reviewed by head office space planners and 
approved by the regional partner.
Understand and quantify space requirements
For the smaller firms, this can frequently be done by 
extrapolating from the present space. However, for 
larger firms, the partners should consider hiring an 
architectural space planner to quantify and sched­
ule future space needs based on the firm's business 
plan. Medium-size partnerships should at least 
rough out the type and size of the space they think 
they will need and let the space planner in the build­
ing of choice fine tune it.
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Basic tasks Small (two to four partners)
Local firms
Medium (six to eight partners)
Make space needs 
part of business 
planning
No formal plan except to allow 
adding one CPA over lease term





Simple extrapolation from 
existing space




Partners only agreed on 
general location; then “I'll 
know it, when I see it”
All partners reached consensus 
after several meetings on general 




Only considered equity 
participation which they 
couldn't afford
Only considered their own 
building which was either too 




Done by office manager; 
all partners visited several 
locations to choose finalists
Done by one partner with some 
help from real estate brokers
Analyze objectively Did orientation economics Played "what if" on alternatives
Plan for 
negotiation
Done by managing partner 
with no preparation beyond 
orientation economics
Done by managing partner 




Regular attorney reviewed 
landlords lease




Relied on landlord to provide 
turnkey
Used own interior designer to 




Relied on moving company and 
landlords contractor to 
correct problems
Office manager coordinated a 
weekend move with moving company 
and prepared list of problems
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Establish priorities and criteria
Here again, the larger the firm, the more time taken 
to build consensus among the partners as to where 
their firm should be located. There needs to be 
agreement on such things as: building location (cen­
tral business district or suburbs), building style 
(new or rehabilitated), building type (low or high- 
rise), building image, building layout (single or mul­
tiple floors), local amenities, and building services. 
The smallest firms agree only on the general area in 
which they’d like to be and then rely on a "we’ll 
know it when we see it" approach. At the opposite 
extreme, the national firms may assess their pri­
orities and criteria against what is available in the 
marketplace with the help of a consultant or ten­
ant’s representative. They are also concerned about 
their major clients’ opinions of the neighborhoods 
that they are considering.
Consider alternative approaches
Alternative approaches include staying in one’s 
present building, moving to a new location with the 
same or different landlord, and having a building 
built or rehabilitated. Leasing was the alternative 
chosen by all of the Seattle firms that were inter­
viewed. Some national organizations do own their 
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Large (more than 10 partners)
National firms 
More than ten local partners
Conceptual plan to continue 
historic growth
Formal five-year plan with space projections 
approved by headquarters 
space planner
Simple extrapolation from existing space 
with flexibility provided by second local office
Apply national space and occupancy 
cost standards to local business plan projections
All partners reached consensus after several 
meetings on general location, building image and 
accessibility, proximity to clients and amenities
All partners weighed priorities and criteria 
against space availability using a real estate 
consultant/tenant representative
Leasing considered only real alternative National organization established leasing 
as best local alternative
All partners commissioned two or more partners 
as alternative premises committee (APC) 
to work through real estate brokers
All partners selected a tenant's representative 
to survey market and act 
as a buffer with landlords 
who were clients
Iterative trade-off analysis to narrow choices Tenants representative worked with all 
partners to prepare present 
worth/qualitative factor matrix
Done by managing partner with no 
preparation beyond iterative trade-off analysis
Two knowledgeable partners 
negotiated based on trade-off 
analysis and continuing input 
from all partners
Regular attorney reviewed landlords lease Used own lease for negotiations with landlord 
together with input from tenants 
representative/local counsel final lease approved 
in headquarters
APC hired own interior designer and agreed on 
items above building standards to be built by 
landlords contractor
APC handled all details with continuing input 
from all partners.
Office manager monitored build-out and ordered 
furniture/telephones
One partner managed entire process using 
a moving checklist
Office manager selected moving 
company and coordinated move 
and follow-up
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buildings in other major cities. The local firms 
briefly considered ownership but were either too 
small to make it worthwhile or didn’t want to be a 
landlord for other tenants.
Thoroughly survey the market
The extent to which the partners were involved in 
searching the market again reflected their numbers. 
For the smallest firms, the search is often done by 
the office manager with all of the partners visiting 
several buildings to narrow the choice. As the size of 
the firm increases, one or more partners work with 
real estate brokers or a tenants representative to 
identify and narrow the possibilities. (The largest 
firms liked the idea of an independent represen­
tative to act as a buffer between them and any land­
lords or developers who were a client.) The resulting 
names are then sent requests for proposals (RFPs) to 
serve as the basis for analysis and negotiation.
Analyze the RFPs objectively
The evaluation of the alternatives should be on an 
apples-to-apples basis, the rental rate being only 
one of a number of factors such as: build-out 
allowance (tenant improvements), stepwise rental 
increases (periodic scheduled increases), rent abate­
ment, drawdown of pocket space (space not yet 
occupied), limits on operating cost pass-throughs in 
future years (annual increases), moving costs, and 
parking. Studies by BSR Ltd., indicate that all of 
these factors can have an impact and that no one of 
them accounts for more than 25 percent of the total 
savings. Equally important is that each situation is 
different, requiring comprehensive economic eval­
uation. As would be expected, all of the firms, 
regardless of their size, did economic evaluations of 
the various proposals to narrow the choice to a 
couple of finalists for the actual negotiations. Again, 
the national firms, who could justify the time, used 
the most sophisticated approach with a matrix of 
present worth and qualitative factors.
Plan for negotiations
The most effective negotiations depend on: a con­
census among and clear direction from the part­
ners, understanding the alternatives and trade-offs, 
a real fall-back position, knowing the situation of 
the landlords with whom you are negotiating, and 
leaving plenty of time. In this step, with the excep­
tion of the national firms, the managing partner did 
the negotiating with continuing input from the 
other partners. Interestingly, those firms used a two- 
partner team with continuing input from a tenant's 
representative.
Tailor the lease
Once agreement has been reached, it must be trans­
lated into a lease, fair to both tenant and landlord. 
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Since the lease is a contract, it should be reviewed 
by an attorney who, preferably, frequently deals 
with leases. The local firms, however, all used their 
corporate attorneys to adopt the landlords lease to 
their own situations. Only the national firms used 
their own standard leases as the starting point, with 
input from their tenants representatives and local 
counsels who had real estate departments; approval 
was ultimately from head office.
Monitor space build-out
Again, the level of involvement increases with the 
size of the firm, ranging from simply leaving it up to 
the landlord to do a turnkey build-out, to having a 
team (a partner, the office manager, and an admin­
istrator) highly involved with an interior designer 
and the landlords forces. Regardless of the level of 
involvement, however, it is important to establish 
who is responsible for making decisions at the vari­
ous stages, be they architect (space planner/interior 
designer), the landlord, his contractor, the tenant, or 
the installer of office systems. This team should 
establish the scope of work and jointly set pro­
cedures and a critical path schedule to complete the 
build-out in a timely fashion. For major jobs, there 
should be an overall project coordinator to keep the 
entire process on schedule.
Plan move-in and follow up
In this step, each firm singled out an individual, 
usually but not always the office manager, to over­
see the process. This activity should ideally begin 
with the interior design work to allow adequate 
time to procure long lead-time items like new fur­
niture and telephone/computer equipment. As the 
moving date approaches, this individual must also 
hire a reputable mover, brief the employees on what 
has to be done, coordinate installation of all equip­
ment, be sure that the space is actually ready before 
starting the move, and finally be available during 
the move to answer questions and solve problems. 
After the move-in, this person should also follow up 
on any problems.
The next time your lease comes up for renewal, 
don’t make the mistake of assuming that only part­
ner hours will be needed. The process can take 
months and be very divisive unless planned. A sys­
tematic approach, with clearly defined respon­
sibilities, can minimize not only the partners’ 
valuable time, but also the ultimate occupancy 
costs. □
—by Don MacLaren 
and Paul Suzman 





Opportunities in Software Development
Microcomputer usage for accounting applications is 
widespread among small-business clients. It is 
probable, though, that these clients have neither the 
time, inclination, nor ability to maximize the use of 
purchased-off-the-shelf software packages. Thus, a 
void exists which practitioners can fill by modifying 
such software to meet clients’ particular needs.
Clients need turnkey systems that will not only 
produce financial statements but also provide 
advice, suggestions, and direction. While oppor­
tunities in this area are limitless, two are especially 
suited to a CPAs talents. There are “general ledger" 
accounting systems and spreadsheet packages, both 
of which your clients probably possess.
The opportunity provided by general ledger pack­
ages stems from the fact that the most powerful of 
such packages (which can help small businesses) are 
1) generally relatively expensive, and 2) difficult to 
properly install. Unless they are correctly installed, 
however, many of their more advanced, and there­
fore more useful, features will never be utilized.
Your first task with general ledger packages is to 
convince the client that a $700 package, which is 
more useful and adaptable to growth, is also more 
cost-effective than a less sophisticated $100 system. 
The next step is to assist with the installation of the 
package so that the advanced features can be used 
by the client. In other words, show the client how to 
obtain information from the system which can be 
used for making management decisions rather than 
simply producing financials.
Opportunities exist with spreadsheet packages 
because you can provide useful templates to clients 
which they cannot prepare for themselves. Some of 
these you may have already written for internal use, 
and others you may be able to write so that they can 
be used by several clients. In either case, be sure to 
modify them so they will relate to the specific needs 
of each client as much as possible. Examples of 
templates to be considered include those for budget­
ing, financial analysis, and forecasting. Remember
MAP and Small Firm 
Conference Reminder
There is still time to register for the remaining 
conferences of the AICPA’s annual series.
The Small Firm Conference will be on October 
22-23 at Ballys Hotel in Las Vegas, Nevada.
Practice Management—East will be on 
November 4-6 at the Capitol Hilton, Washington, 
D.C.
Contact the meetings department: (212) 
575-6451.
New MAS Brochure
The AICPA MAS division has issued a new bro­
chure which may be purchased for distribution 
to clients and other parties to show how CPAs 
can assist them in selecting and implementing 
computer systems.
For minimum order of 25 brochures (order # 
338800) ($6.40 member price), contact order 
department: USA (800) 334-6961; NYS (800) 
248-0445.
to look for applications outside of accounting and 
finance, such as sales and marketing, and for useful 
ways to feed the output of the general ledger pack­
age to spreadsheet templates.
Steps to keep in mind when tailoring software to 
clients needs include:
□ To the extent possible, place all clients on the 
same software packages.
□ Use interactive packages which allow you to 
provide “flags" and comments.
□ Keep records of questions clients have asked in 
order to build them into the software.
Remember, the idea is to begin with off-the-shelf 
software and generic templates and tailor them to 
the specific needs of individual clients. For example, 
if you are providing a template which computes 
various financial ratios, use a set of “if-then” for­
mulas which will help the client interpret what a 
particular ratio, say a current ratio of 1.8 to 1, should 
mean for his or her company. Is this ratio good or 
bad? How does it compare to the industry? Is the 
company dangerously close to violating terms of 
any loan covenants?
The rewards for your efforts come in at least three 
ways. First, and most obvious, you may be able to 
bill for some of these services. Second, more sophis­
ticated systems should make other work you do for 
the client easier because you will begin with better 
data.
Finally, providing the services described above 
should result in more goodwill and closer relation­
ships with your clients. You will have demonstrated 
that you are a capable MAS consultant and that you 
have their interests at heart. And, with luck, the 
better information which will have been made avail­
able to them will allow for faster growth. This is the 
traditional path to more future revenue for your 
firm. □
—by John B. Sperry, CPA, Ph.D., 
Randall Sleeth, Ph.D., 
and Philip Olds, CPA, Ph.D.
School of Business 
Virginia Commonwealth University 
Richmond, Virginia 23284
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Coping with Tax Reform
What are you going to do when all of your fiscal-year 
clients go to a calendar year? The changes in the tax 
law resulting from the Tax Reform Act of 1986 (TRA) 
are having a substantial impact on many account­
ing firms. The dislocations and problems are not 
just temporary ones, however; they could affect 
your practice for years to come.
The AICPA management of an accounting prac­
tice committee (MAP) has recently developed a pub­
lication that is designed to help practitioners 
understand the issues affecting their firms, and to 
provide information that individual firms can use to 
deal with many of the operating burdens that the 
new law imposes.
The booklet explains why certain provisions of 
the TRA will have a significant long-term impact on 
the administration of an accounting practice.
For example, many clients who are required to 
change their taxable year will also change their 
financial reporting year and, accordingly, increase 
the busy-season burden of their CPA. The most 
noticeable effect of the TRA on practitioners, in fact, 
is to move the workload from various times of the 
year to one peak period. The MAP committee thinks 
it possible that as much as 40 percent or more of a 
firm’s billable hours could occur during a three­
month period.
Not only professional staff will be affected. Sup­
port and administrative personnel, and the office 
equipment and facilities must also be able to handle 
the peak workload. It will call for more scheduling 
of personnel and workload to meet peak demand, 
more overtime during the busy season, more non- 
chargeable time during the remainder of the year, 
and will have a domino effect on other areas of 
practice. In turn, these factors can have a major 
impact on the profitability of your practice.
The publication discusses the economics of prac­
tice and how the TRA affects work load capacity and 
demand. It looks at billing rates and incremental 
revenues versus incremental costs; and shows how 
to calculate over/under capacity, and to schedule 
workloads and available time. Containing many 
practical ideas, the booklet can help practitioners 
cope with problems while maintaining and perhaps 
improving firm profitability.
To order, contact the AICPA order department, 
1-800-344-6961 (in New York, 1-800-248-0445). □
American Institute of Certified Public Accountants, Inc.
1211 Avenue of the Americas
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